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Supervision may be discussed in terms of its-fynetions,: Mnigerms*of dts | | 
activities, or /in ‘terms of its purposes.. In-this preseritation the ‘atteri- | 
tion is tobe focused | ‘upon: ‘hing. and Purposes of. pela oat on County 
Extension Agents." | 


The words "aims" and "purposes" as used in this: ‘discussion | are ‘synonymous... 
They mean. direction; the intent of;. the point: to which one wishes to. get. 
to; the thing to which we aspire and for which we labor,’ I“Like the’ def. 
inition of an aim which ‘Mr, H, W. Hochbaum used in his eircular’ entitled, 
"What Are the Aims-in Rural Life?" He: said that "antaim:is-a: ee sae 
statement indicating. the direction. ‘which. an activity shotld: ‘be taking, 

(He also said that an ‘aim | may include any number of: objectives.) 


Let us for a moment fe: Alsip te 4 concept af: ‘supervision. © Pron thy 


dictionary,’ ‘I learmed that tho word. "supervise", comes: from two: Latin eee 


"super! meaning over, and “videre™ meaning to see. Literally, supervision . 


is to oversee. Supervision is also. syronymous to: direction, guidance, man—, | 


agement, oversight,’ and command, | Supervision is not concerned with the... 
direction of things but deals with human beings, It would seem, then, that 
a supervisor has something to do with the direction, the management, the 
guidance, and the leadership of a gmp of “people ag are responsible for 
attainment of. cértain objectives. | 


One ean find many ‘definitions of, ‘supervision as we ieeetand pl oo a exténe 
sion work, . There is one, in the circular "Extension Supervisors—What hey | 
Do and How They’ DoT": by Karl Knaus and. Cannon Hearne, that defines super- 
vision as "the management of personnel. to carry out: the purposes of admin- | 
istration." .& definition rating high in personnel and management circles 

is "Supervision is the art of. ‘selecting, Serer OLAne pporeaneul ies and 
direeting assistants: oy secure. desired results." 


A group ee eubaneian ean etes taze ‘and. supervisers: in the Southern States. 
defined supervision in extension work as. "that function of the. organization 
which helps to determine’ the ‘plan and. the ‘program, maintains | ‘and improves”. 
the personnel, méasures ‘results, maintains. BEQDE? Rg oes relationships. 
with cooperating agencies and the general. publie.” Other definitions of ; 
supervision are: "Getting ‘others. to..do: work along lines of a4 prearranged | 
plan" or Rabelpe wane: Gone ten the. efforts. oe age peor ia “Another 


*Presenved a “Regiotial ‘Conférence of fxtension rena one? ce fayotdes™ 
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definition states thar ‘iSaperyeeere is tie Fe Pinent of people." Recently, 
a county agent leader told me that “Extension supervision deals with the 
continuous growth and development of each individual county exterision agent 

so that the agent can do a better job in. helping rural. people. ‘to’ have. a better 
living and -a*better rural life." ."Supervision is not just the skill of keep- 
ing employees working effectively on the. job, " says a Department of Agricul- 
ture Graduate School circular on supervision, "Tt is also the art of getting 
things done and helping 25 understand and plan its! 


A committee on extension supervision at the Institute of Administrative 
Management, held in 1942 at the University of Minnesota, stated that: aaa 
vision “is the continudus - improvement in’ ‘the qual Sty On) work - done ioe eae 
county ‘extension workers." Ree 2 

y e a ate Sle LAR 
The word "supervisor" is relatively new in extension language. It ae been 
in common use in industrial and school circles for many years.. Gooper. de-" 
fines a supervisor as any individual who has subordinates. reporting. to7 Nin. 
It has come into general use in Extension during’ the last 10 years,. Its use 
seems to have come about because of a need of finding. an. over-all term He 
designate’ the various kinds of State leaders, State’ agents, ‘and district. | 
agents who are in immediate charge of oaneh extension. agents... 


An extension supervisor holds a position of preat responsibility. ‘Perhaps 
the most important single influence wpon a county extension agent Ven tis Ore 
her supervisor. .The worth of an extension supervisor. is measured dy. Caps the 
amount of influence he exercises. upon the activities of the agents he: super= 
vises and (2) by the ability he has vie teflect the field situation | to the 
ee rg ee Ao 3 , 

Supeee ain is apart of a Sindee administrative program. It is ‘ob ben 
difficult -to draw a sharp official line between administrative duties and » 
supervisory duties. Administration, management, and supervision have much - 

in common, All have aspects involving getting thines done through the ef— 
forts of other people. Often the only difference between . administration 

and supervision is a matter ‘of degree ‘of responsibility. It is: the .respon— 
sibility of the extension director to clarify. the status, and- responsibility 
of his supervisors. It is the director who develops. policies, lays out. 
functions, assigns responsibilities, delegates aythorities,. appraises results, 
and determines relationships with other people, . The clarity. with which these 
jobs are done determines in a ‘large measure the morale and. effectiveness. of 
the extension staff, The extension supervisor sees to it that all agents 
under him are thoroughly informed on policy, functions, . responsibilities,. 

and relationships, «He is the person largely ‘responsible. for. the. operation 

of the organization. It-is he who sees that the agents. work According - to. 

the plan.and objectives: of the administration. Ans extension - supervisor, . 
Chen. is fa: person who: handles ° the technical and ‘human-relations : aspects- OLaae” + 
a job concerned. with’ the direction, coordination, development: and. Leader- 
ship of county ‘extension: agents. Over the years , the” functions: and. respon . 
sibilities. of the State Jéadérs:of extension agents have | grown to be a 
mixture of administrative and supervisory jobse 
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Director Paul E, Miller, of Minnesota, in speaking. at the ae eee bee 
Conference on cigale ee EMBL 4 in 1944, saids. ees 


wae hehe 


"To eked. supervisor | are. delegated certain ‘specific. tasks... ik so sibs mui’ 
"He | ‘is hela eae eter for county Plriant oa. Ae Tradeet. 


nee is. apenas Seta es (Oe ‘recomiending ‘personnel. ‘for: county ‘positions: 
"He, “a6 nehas ‘responsible’ for ‘relationships’ within. ‘the county. vothices and 
For ee ae between the’ connty staff ang the, People, of: the ae 


"And, inet iy We ts roeponstere for ‘the: ‘guidance of the souaty program” 
and the work: ae Hey coe 


carat ree a 


The first of eee phecdeveavans Director Vader, may be, cigar ittcas ‘as, ny i ee 


istrative; the last is supervision: as we use ‘the term in. vexpressing: 4 EAE: ae ie 


Mary and all-important’ Jor of the “supervisor, Se 
An analysis of the abisctives stated in the 1943 plans. oe oats oft punting 

agent leaders in’the Hastern region ‘showed that more leaders: listed: ees me 
tives in the administrative field than in the supervisory phase of er esnesoe 


work. baa a ret an < baoths ; p hes SR Unt aa arcs eis 
Objectives pertaining to’. |... pee eereene: ye Bias: aedderes 


extension administration |. .| | .. who iiavee cubes ‘in: this’ Field’ 
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Extension, finance. Peeks es oe ee Pos ee eee 3 Pe 
Organization, for gerryang, on extension | work: 5 che oe 


Objectives pertaining to Percentage of State leaders who 
extension supervision listed objectives in this field 
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We do not want to minimize‘ any a@ninistrative function nerformed by the ex- 
tension supervisor, but we do wish in this talk to stress those phases of 
the supervisory job which are‘ of"great importance’ and fundamental to devel- 
oping maximum service among extension workers. If, then, the job of an 
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extension. supervisor is the, continued improvement. in the efficiency of:-the: : 
county extension staff, toward what end shall this ‘efficiency be pointed. ~ 
If extension supervisors are responsible for the management of county ex-— 
tension agents to carry out the purposes of extension administration, what 
is the purpose of extension administration? 


The Smith-Lever Act says that agricultural extension work may be inaugurated 
"in order to. aid in. diffusing among the people of the United States useful 
and practical information on subjects relating to agriculture and home eco- 
nomics and to encourage the application of the same." I wish to call atten— 
tion to the breadth of the language in the Smith-Lever-Act. The words 
"relating to agriculture and home economics" give broad coverage in the field 
and provide for action, through the encouragement of the recipients, of. such 
instruction, to apply it.. This, to me, means that Extension helps plan: for 
such action as will make it as easy as possible for farm people to accomplish 
the desired results. There is more involved than just the passing out’ of 
scientific information, There is more involved than.a.technical advisory 
service for farm people. Included in this concept of subjects relating to 
agriculture and home economics is the educational responsibility leading to 
an increased understanding of contemporary economic and social problems 

which affect farm people.. 


In the report of the survey of the land-grant colleges and universities made 
by the Office of Education in 1930, it was stated: "The fundamental function 
of the Smith-Lever Extension education is the development of rural people 
themselves. This is accomplished by fostering attitudes of mind and capac— 
ities which will enable then better to meet those. individual and civic prob- 
lems with which they are confronted." anes 


In the report of the Workshop on Integration and Coordination at the Institute 
of Administrative Management at the. University of Minnesota, in August 1942, 
the committee said that the purpose of the Extension Service "is to improve 
conditions that affect the lives of rural people through the positive action 
of these people themselves in a way that will result in better citizenship. 
Its purpose is to stimulate and inspire people to do things for themselves 
voluntarily and through understanding, "' 


It is, therefore, very clear that the primary functions of the Extension 
Service is education. Dr. Paul Kruse, of Cornell University, defines educa— 
tion as the "production of changes in human behavior." 


The air- of extension supervisors is to develop a.staff of county extension 
agents who will help rural people solve their own’problems, Extension 
education is responsible for bringing about. changes in people's ways of 
doing and acting. Changes in behavior are usually classified as follows: 


Changes in things known -~ knowledge 
Change: in Se oe done: -—~ skills 


. fee 


Changes in:things felt. —- attitudes 


sr ti 


While it may be included in the above classification, I. want. to: mention 
another change—the’ ability. of people , to solve. problems... We. are. constantly 
impressed with the growth of our rural. people, in this- pereccr ants should 
be Gefint ely) a part, of. our, Goncept of education. sie WE 

County extension agents are continually setting the sitietion so as to get 
people to react in the direction of the changes, desired. :The.extension agent 
is a teacher, an expeditor, a catalytic. agent... His: ain. is. to. help. people 
achieve the. goals which they. have determined as. desirable.» He. must under- 
stand human” behavior, © He must be skilled in the use and. appropriateness of 
the various’ teaching tools used in extension works Above., all, he pust be 
clear as to the objective of farm ‘people and the. part, he is to. play in help- 
ing them to achieve their objectives, Knowing and, . being able to. identify the 
desired behavior changes is probably thé most difficult task. of the agent, 


The job of the county extension, agent .is to help. hunan bakaess ae their 
habits of thoteht end action’ with Pespect hom 

(a) Tmpnoeed ways. of "naking ‘a living. 

(>) “Raising thé quality ‘and ‘satisfactions of living. _ 

(c) Developing’ ability to solve, more and more of. their own . problems. 
The aim, then, of extension Be at is to help the Pe ccxe ‘extension agent 
be more efficient in doing his or her Job, Extension supervision. is the art 
of improv itie;’ ‘ developing, ‘coordinating,. and directing the ‘county. extension 
agents toward. extension goals, The supervisor must know. the job he super- 
vises, He must, know the people whom he supervises. . He must. know. how to 
inspire then,» He mast know how to’ analyze the needs. of. his. staff. 


In order to carry out the aim of extension. supervision,. what. kind of help 
should a supervisor, eive his agents? ‘The following questions. may.serve as 
a guides ~ ¥ i et 


1. Do the agents understand the purposes. and. policies, of the ... 
Extension Service in my State’ and what they should do? Do 
the agents, haye a clear picture. of, what. their job. Sh Ome tae 
I ‘help the’ agents. to know what, ‘knowledge, . skills, attitudes, 
and personal qualifications. are needed, to Bos the, jod- done? 


2. Do I help the agents assemble a acta that are en EN Liat 
plan and organize an extension program? Do I help the agents 
in analyzing problems and in program determination? 


3. Dol assist the agents in the making of plans? Do I help 
them to look ahead as well as prepare for the short-time 
course of action? Do I help the agents in developing work- 
ing plans and procedures? 


4. DoT help the agents to develop in the needed organization 
and coordination necessary to carry out the plans? 
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5.:« Do. I stimulate the agents to get things done?.. Do I show. 
+. them how to use local. leaders and cone eee ae 
.: them to, develop. pati ats abilities? Do 1: aid the ee 
ance Se 
du csetnast ka pier idee aa ihe peas rele eRe are eb none, 
“leh BS! its end: the. improvement. of extension work as well. as. of...,. 
_.. the knowledge, skills, and attitudes. of the agent?. Do Ll... | 
_-; Lead..in developing methods by which the work of. .the. agent 99 i203: 
po cvs @an be done-better?.--Do .I- give confidence to the. agents by.°....- 
~via: «! ‘keeping -them qualified ‘te: cone with changes.in the job, . “ 
‘rhea Dew skille, new‘ SEE ONTERA OR» crOngie ‘and -social. agg sae ek athe 
was s and new.objectivies? ts. oo So cai Re Lik 


1% ,7, Have I given the agents some’ idea of the standards toward - © 


which they should work, and have-1I helped them measure their Ree 


actual performance against these standards? Do I provide 

the answer to the agents', miestion, "How am I doing?" Dol. 

provide opmortunities: for’ the agents to’ contribute to the 
“improvement: of the: extension tr egram, working conditions,’ 

oor Pe aoe 


8. - Are my Baeeaone with: + ridilapdia st sien as were Sanka naar) DA 
a2. :*enthustiasm,: and ‘satisfaction? Do. I make it easy for the. AD 


agents te "unload: their troubles" to me? Do I work with and: =. 


7. sl think with them?,- Do I: inspire? Do I recognize ability and 


potential leadership? Do I:zive credit where: credit is due?,. .- 


~ 9. : Dol cooperate with: my fellow supervisors in furthering the, © 
“general objectives of the extension program and for building : . 
a unity of purpose throughout the entire organization? a 


ao 
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To deve aon Rennes ey ‘eeeteee hep ch ordanaee. ghede ars bt Ee 
and, those that, assist them so as to.do.an effective job. in: aiding 
rural people to make the ehanges..in their..ways of. doing and acting 
which the people feel are desirable. 


